Introduction
The acquisition of new Information Technology (IT) systems is expensive and risky. In one case studied in this research, a new computer system purchased to automate an important records system turned out to be iln obsolescent model and it was soon found to be impossible to work with, so an investment of $100,000 was almost entirely wasted. In another case a budget allocated for computerising an organisation's administrative operations was id1 spent on hardware and software without realising the extent of training and support that would be needed, or the necessity of redesigning the operations. The system ended up being used for wordprocessing only.
Such unfortunate experiences occur on a srnall scale, such as in the purchase of PCs by individuals, and also on the largest scale. The attempted computerisations of the London Ambulance Service and of the London Stock Exchange were well publicised examples of very costly failures.
As well as wasting money, an unsuccessful acquisition means that the expected services will not be provided, or the organisation may become committed to a particular approach to its inforrnation management which is inefficient and costly to change. This research examines how organisations can acquire IT systems with greater chances of success. Study of the literature showed that no comprehensive scientific study of this problern had yet been made.
Acquisition and purchase
It is important to distinguish between acquisition and purclzase. When an IT system is required, attention is usually concentrated on the act of purchasing the actual hardware or software, but in many cases this will lead on to an expenditure of time and effort which is worth much more than the purchase price. When the system is finally working or not, the positive or negative impact on the purchaser's business inay be worth a great deal more again. The whole acquisition process must be successfully managed, which is the total process of adoption, implementation and! use of information technology.
THE METHODOLOGY -success factors
The success factor approach vviis used. This method has been adopted in different fields by many researchers, including Coolper in his studies of new product development (Cooper 1993) . This research was conducted in two main phases. In the first phase, people who had beem involved in 33 different IT acquisitions in the public sector in Oman, were interviewled to find what factors were thought by them to 
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Paqe 517 influence the outcome of an acquisition. A list of 43 candidate success factors resulted. In the second phase, questionnaires were filled in by 144 respondents involved in different projects of varying degrees of success, to assess quantitatively the extent to which each of the 43 factors was in practice associated with success.
The initial interviews were semi-structured. They were recorded, and analysed by Content Analysis (Gale and Grant 1990) to produce the list of factors. An inter-rater reliability check was carried out and an expert panel reviewed the list and the definitions which had been assigned to each factor. The factors were operationalised to produce questions in the questionnaire, which was pilot tested before use. Kankorder correlation was applied using the SPSS statistical package, to analyse the questionnaire returns.
Analysing The Acquisition Process Defining Success
During a pilot stage of the interviews, it became apparent that some people would describe a project as successful while others described it as a failure. In fact it turned out that most people, while willing to state whether a project was successful or not, had not previously thought about what they meant by success of an IT acquisition. It therefore became an objective of the interviews to seek success measures in addition to the success factors.
Players
Standard marketing theory tells us that when something is sold to a large organisation, a number of different people are involved: an Initiator of the purchase, an Authority to sign for it, a User, and a Purchasing official. This research concerns purchasing, not selling, but it was felt that a similar idea could apply. The term Players was coined, and three main groups of players were identified from the interviews:
I . Senior management: who are involved in either IT decision-making or in using IT for management purposes.
2. IT staff such as IT managers, advisors, engineers, analysts, programmers or technicians.
3 . Users: who use a terminal as a regular part of their work, as data entry clerks, or to retrieve information.
The comment may be made that an IT acquisition is a team project, but often the players do not realise they are in a project or a team and they do not know how the game is played. Often the team has no captain. 
Results of the research
Results of the interviews
The 43 candidate success factoirs identified in the research are listed in Figure 2 . Their relative importances were measured in the following phase of the research. This list of factors is likelv to be comtxehensive. in that there was an 80% chance of detecting a factor whose likelihohd of occuirence in a given case was as low as 1 in 20.
Each factor had an associated diefinition. Two of these are illustrated in Figure 3 . The questionnaire measured the degree to which each of the 43 success factors was present in each case, plus the degree to which each of the 8 success measures was achieved. Correlation analysis revealed the degree to which each of the 43 factors was associated with each of the 8 measures.
Nearly all factors correlated at 95% or higher confidence level with one or more success measures. This indicates that IT acquisition is a complex process and that nearly all factors identified are important, Interdependencies among the factors themselves would be expected, and to clarify the situation, a partial correlation process was applied. This discriminated factors which directly correlated with success measures from those whose correlation was indirect. Factors with direct correlation with success measure were called Superfuctorh. Fifteen of these were identified.
Synthesis -The success map
The success map provides a means of bringing the above ideas and findings together and showing where in the acquisition process each factor is important. In Figure 4 the eight success measures have been allocated to the three phases in the acquisition lifecycle. Each measure is associated with 2 to 4 of the 15 superfactors, and the figure shows which superfactors occur in each phase. Figure 4 is derived from a more detailed map which shows which superfactor promotes which success measure, and which of the remaining factors are associated with each superfactor.
Discussion
The importance of the different measures of success varies from one project to another, and it follows that the importance of the different success factors also varies from project to project.
This research was carried out in Oman. It would be worthwhile repeating it elsewhere to check whether similar lists of factors, measures and correlations would be obtained.
A quick guide to managing IT' acquisition 1 . Identify the players, and bring them together. 2. Decide which success measures matter rnost in your particular project. 3. In the light of this, use our clorrelations to prioritise the required success factors. 4. Identify the degree to which the required success factors are present, preferably before you start the pro-ject. ' We have developed a questionnaire for doing this.
5. Appraise the results and manage accordingly.
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